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I T8TRODUCTION 


As short a time ago as 1943 Urdway Tead, Giscussing numan nature and 
Management, cointed out that “the activities which people do well, faithfully 
and persistently and wnich rive them that vita. sense of spontaneous fenera- 
tion from within are those prompted by a realizatic. that they themselves are 
getting a sense of self-fulrillment from them. "+ 

It is significant that as recently as this manarement was being ad- 
vised to recognize the value, in terms of better performance, which could 
acerue from instilling pecple with a "sense of self-fulfillment,” 

For more than one hundred years people have devoted their efforts 
toward technological and scientific improvement, to the preduction of more 
and better material foods. The accepted reward for man's labor has been 
measured in money: wages to the worker and profit to the owner. 

This transiticn from agricultural to industrial economy had a pro- 
found effect upon our way of life. As all phases of economic life expanded 
ana became more smecialized in nature, people came to be less and less self- 
sufficient. and increasingly dependent upon the preduct of the labors of 
their fellow men, As vast organizations became essential to the inereased 
scale of our economy, people came to live in increasingly larrer communities. 


improved communications and transportation virtuslily eliminated distances 
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between communities. 

Shile size and specialization were reducing the individual's preductive 
labor to routine and monotony his social herizon was ever broadening. 

The individual was rapidly bein, subordinated to the «roup and the 
PrOUp #25 conlimually expending in scope. in order for the ;rour to survive, 
the fjmcdividuai was subjected to a growing volume of rules, répul os, codes, 
anu other restrictions oY vehavicr. 

So man oe€gan to ex;ress his resentment in vuricus ways. Cne expres- 
gion <f resentwent waa evidenced in the manner of his performance of his dails 
werk, hence the adjuration of Nr. Teac, and others, that members of manage~ 
ment must aic their people to a sense of sel?-fulli leent threurh application 
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of a knowledge of human Sehavicor. as the indvstrialist eron has ssid: 


We are haliway through a revolution in these rsiati see Unless 
these who think of themselves es manarerint get in ster with the marcn, 
the half already behind us can well lead to destructionr ci cur way of 
lite. If they join the march they can lead it forward toward 4 new 
realization of industrial democracy.“ 


It should be apparent from what has been said thus far, that anyone 
charged with managerial responsibility in the complex organizations which 
constitute our modern society can find his most useful tool to be a practical 


comprehension cf the principles of human behavior. 
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LI THE CONTROLLER'S RESPONSTBILITY 


The controller, charged with specific and vital managerial resronsi- 
bilities, will find the degree of nis success measured more and more by his 
ability to utilize this tool of human behavior, 

Controllershiv is a relatively new function in manarement, ancearing 

a , 
first as an organizational title about 1680.” Therefore it is advisable to 
briefly investigate the nature of the controller's duties and resronsibilities. 

Controllership has been ealled the "figure function" in ton manage~ 

ment. That is, the centroller interprets for the resnonsible officers of 
his organization the status and ectivities of the organization in terns of 
figure facts: 

The controller's responsibility begins with the renorting of the facts 
about actual operations and extends naturally to tne assembling, summari- 
ging and reporting of operating plans in the form of the budget and to 
comparisons with the renorted results of other companies and of industry 
in general.” 

ror tne purpose of this paper it is aoprepriate tc cite as a svecific 


examole tne duties and responsibilities of the comptroller of the Navy, as 


set forth in a letter from tre comptroller dated 2b August 1952.6 
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Breceheas & C. Cs Mell, Gontrollerghirc in 
e 198C) te 15 
“t, FP. Scadshaw, Develoninge Men for Controllership (Camoridge: Harvard 
University Press, 1950) 

-T, F. Bradenaw @ C. C. Hull, Cont, 
(@eietge; Irwin, 1950) pe 52 

“Department of the Navy, Neveompt Instruction 5440. 
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rollership in Modern VWenarement 
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Tee mission of the comptroller, uncer the authority of the Secretary 
of the Navy, is to formulate principles and policies and to prescribe 
procedures in the areas of budget, fiseal, accounting, audit, rrorress 


and statistical reporting throughout the department of ihe Mavy to the 


gna that their use will result in meeting the opersting anc planning 
requirements of management with efficiency and economy. 

The controller cumot operate in a vacuum in the discharre of his 
responsibilities. The controller's duty is to serve his organigation by 
analyzing anc corraunieating facts on its status in terms of economy and ef- 
ficiency; but he cannot even get the facts, much less communicate then, un- 
less he first establishes the right worxing relations with those © ilb who~ 
he is servins. 

To a large extent ever. axecutive develops these right. working rele- 
tions throurh observation and by experience in his day to day association with 
people. Assuredly, experience and observation are great teachers. Yet how 
much more rapidly this experience would accrue if advantage cculd be teken 


of known principles and accepted theories. 
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JIT PRINCIPLES OF BHAVIOR 


In recent years an increasing number of authors nave devoted their 
efforts tc khe presentation of behevior principles as they concern the admin~ 
4etretor. Great American corporate enterprises, increesingly awcre of the 
significiance of behavior study, have alse contributed their patronage to this 
study. 

The American Telephone ana Telegraph Company, in e disecvssiecn series 
preparec for the inatruction of their first-line supervicers, summarices the 
elements of human behavior in what they term the "ccuse -result approech”: 


Benavior is e result of the response of an indivicuas to a stimulus. 
The cause may be primarily in the stimulus or in the individual or it may 
be in both. To chenge benavior it is necessary to modify the causes... 
since ail human behavior is the result of some cause, it follows thst we 
¢an predict pehavior by determining the cause or influence behavior by 
working with the cause. ! 

Ths discussion series proceeds tc cevelop these csuses as they relate 
to the Telephone employee and concludes with guides for understanding and 
controlling behavior causes, 

Hor is this interest in human relaticns restricted to industry, The 


United States Navy offers a correspendence course to its cfficers entitled 


Personnel Administration. The nature of this training is explained in the 
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‘Perscnnel Helations Department Americon Telephone anc Telegraph Co., 
Human Relations in Management (American Telephone anc Telegraph Co., 191°) 
cause-result p. l. 
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§ 
preface ci the textbooks 

There are several fields of knowledre whic: contribute ts sn officerts 
understanding of people and of the reasons they act as they do. Tt is 
the purpose of this caurse t> present meLeriz] gathered from these various 
fields and te present ib in such a wey as tobe useful to the Naval of- 
ficer in the pursuit of his everyday duties.~ 

the human animai is a living organism with certain fundamentel wants 


4 
* 


wnich reouire satisfaction to sustain its existence. Fundamentally, behavior 


is directed at sustalniug that existence, and is motivated oy pnysiological 
stimuli. The plysiclogicas etructure, the nerves, thé senses and the muscles 
are coordinated through the brain celis, initiating responses necessary to 
sustain life. Iliustrations of such responses are oreatninr, eating and with- 
drawing from sensetiocis of pain. The individual resronds in such manner as to 
achieve satisfaction of these needs. 

The nature of response to the physiological needs is intimetely bound 
to another sev of needs, purezy psychological in nature, which slso demand 
satisfaction. Both these tyres of needs are universal. However, the behavior 
associated with satisfaction cr the psychological needs is subject to wide 
variations resulting from individual aifferences, experience, and envirornent,. 

These needs are variously described, but those of rreatest concern 


to the executive are (1) the need for recognition {2) the need for 4 sense 


of athievement {3) the desire fcr apnreval, anc (4: the desire for seouini- 





























nS. Mevy Department, Bureau of Naval Fersonnel, Personnel Administra- 
Lion (Washington: Government Printing Cifice, 1945-52) p. 4i, 
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The need for recognition is also spoken of as the self-assertive 
tendency. "He all want to register, to be some one, first in our own eyes 
and next in the eyes of those whose approval we desire, to have status and a 


ty 
nm? 


gense of significance, It is because cf this tendency that rank or position 
can provide strong motivation, frequentiy without any additional monetary 
reward . 

The neec for a sense of achievement is one which too often is deprived 
ofexpression in cur modern society. Too often the individuals vecational 
duties are sc specialized in our modern economy that he has difficulty in 
identifying his own part in the achieved result. ifhen this need is recognized 
and steps are taken to satisfy it on the job it can provide strong occupational 
motivation. 

The desire for approval is a powerful motivating force in behavior, 
Praise for work well cone is an incentive to further endeavor. Criticism on 
the other hand requires skilful application for, if precerly applied, it can 
motivate the individual toward greater effort in order to gain approval: but, 
if abused, can demorsiize anc disecurarge furtner effort. 

The need of possessicn is at once simple and com licated. "Things that 
that are ‘undeniabiy our own' are a pleasure te us."2© 3nut an even greater 
satisfacticn is achieved if these possessions are a preduct of our own labors 
(desire for achievement). Norecver, these possessions are mors satisfactory if 


they enhance our status (desire for recognition) in society. 
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“Ordway Tead £ H. C. Metcalfe, Fersonnei Administration (New York: 
WeGraw-fill, 1953) pe <4 

tVIbid, p. 26 
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Tnen we come to the most important principle in understending humen 
behsvior, the cencept cf the whole personality. 

cman natere is the manifestation of the interacticn cf 2/1] cour 
impulses, habits, desires unc purposes. fumsn desires cover a range 
extending from essential physical needs threugh more generulized demands 
ef impulses and habits, to intellectual, moral end spirituei aims. All 
have to be reckoned with, ail have a place.-- 

It is with this "whole personality" vhat the controiler must be 


continually concerned, es it is expressed in those with whom he works, in 


these for when he works, and in himself. 


















- 
~~ 

oor? telnet cee 47 CLALR @ Pee) ae om 4 ooh of a 
Cli Loewner tewie cnet ‘oe Seem 


jo Bie tena et aft & a2idele ben ald Al eae a 
o@ me (se o_ . ele o@ ee oe La et a4 - 
C— peel (eta eee. ee! ola. be el § wit ov iui ; 
iD se! soy a lope iwee iLede!) Ot 460i cee eet 
) odlg tote! (fe gis 00 Sete 6 Oe 


me Or mh St) Leer elon 4a) bom 96 22 


Ae eee oi mee £2 enmie 4) ome ore al le 
views << = «owe oe 


TV HCTIVATICN Or BEHAVIOR 


What behavior does the controller desire? In those witn whom he is 
working he wishes cooperation, interest and efficiency. In those for whom he 


Ss cen~ 


4! 


is working he wants acceptance ci his recommendaticns, recognition of h 
tribution. 

This desirable behavior is in no sense automatic. There must be de- 
veloped in each indivicusl a aesire to execute nis duties effectivel:. The in- 
Gividual requires motivation: 

There is a marked variation between the results ef grudging aequies= 
cience and enthusiastic, intelligent cooperation. Effective motivation 
succeeds nut cniy in having on crder accepted, but in gaining o determina- 
tion to see that it is fulfilled efficientiy and well .+< 

Motivation is the preeess of satisfying the numerous physical and 
paychological needs which nave been previously discussed. {fective motivation 
ig sceomplished by arousing and mainteining interest through incentive. Incen- 
tive is external stimulus which prompts the individual by attracting and satis- 
fying some part cf his nature. 

The historic approach is te derend uvon job seeuvrity (cr fear of losing 
the job) and pay a3 adequate incentive for obtaining csocreraticn and loyalty. 


Ag has been indicated earlier in this paper the inadequacy of these forms of 


motivation in modern society is beinv recopnized. in fact, “most of the heour- 








dee. u. Newman, Administrative Action (New York; Frentice Hall, 1950) 
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to=hour job satisfactions of the individual must be provided by non-financial 


incentives . ni3 


These incentives include the following: 


(a) Gooa physical working conditions are fundamental for satis- 
fying seme cf the employees Mctives on the jcb. 


(bo) Friendly working relations satisfy the sccial desires for 
companionship and delongingness. 


(c}) aA sense of participation in @ grouy activity. The experience 
of teamvork gives a maximum sense of trarticipation we Hi 
genuine feeling of accomplishment shen the sroup goals are 
achieved. 


~ 
(> 
MY 


fecornition is another fundamental bssis of job satisfaction. 
This is accomplished through both criticism and praise. 


(e) Competition may be effective in stimulating preducticn. It 
is closely allied to teurwork. 


(f) A knewledge cf results can ve effective in that it provides 
& gsonse of schievement anc heips the individual to reccrnize 
the difference between mere activity anc effective acticn. 
In practical application many cevices are utilized to achieve motivation, 


Awards, citations, contests, trade newspap:rs, promotion, employee comnittees 


and conferences are but a few examples. 








3 personnel Relations Depsrtument, American Telepnone anc Telegraph 
Company, Human kelaticns in Banagenent (american Telephcue unc Telegrant Company, 
19.9) kotivaticn, p. 7 
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¥ UFILIZTS PRIMCIFERS GF BEHAVIOR 


The controller in order te accommiish nis massion establishes stan- 
dards ef work and budgetary requirements. Me requi:es submission of reports 
and recommends adontion of systems and precedures,. 

Guly by understamiing the basis cf human behavior ana by utilizing 
devices to effectively motivate this behavior wii] the controlier gain the 
fullest acceptance anc cooperation. 

George =. Halsey, in a book entitled Supervising People says: 

As supervisors we sare most effective in capturing the interest and 

attention of these we surervise and securing desired action when we 
begin with a tactful reference Lo @ want oi the employee anc then, «na 
only then, show hin. how the coinre or what we want will helr hin to ret 
what he wants. «hat he wants should always retain the dominant position 
in our thinking, in cur svceaking, and in our whole teehnicue o1 super~ 
vision.” 

in his relatio to his contemporaries in management. and to their 
common superiors, the controller shoule mest closely exanine his own behavior. 
He should first recognize his personal motivation and then strive to develop 
those qualities whic: he perceives to be the most important to success. 

Malsey suggests thet these qualities are: Thorourhness, fairness, initiative, 
i “! re , 3 
tact, enthusiasm and emotionai contrel. 


Thereoughness ~ especisils thorcugnness in those Ubings which are 
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day ). Halsey, supervising Feople (New York: harper & Bros., 1PAH} me27 


baths de 
loibid., De a1 


id 


Tr SS aayerie Bouse Y 

















ats Ga! (ete at : 5s ce @ l —— = onli 
errr 1 eteetat tet ere ee Oh iy Pa wa ; 


tt’ ae i - rire * erie 16 


wise! 0 = @& (ete oer: LL © Oe, a) Lf ee Pee 7 A 
. sie) “Mee fl Lie erie ep) ereet ee shee ete - 
Vor we 


cee OW el eee Beli Uae sy ep otal whe 


me prewen OA je'Tues of ile iow =. ty lew 
ve ots mh ere Sine Be Cer = ee ae ceed 5 
Re ge mee me ee gee et mere Be “a2 
/YTF ae et we Ue «a ie Pe ee —s mee 
—tt-_ ) (a fe) a ee ym lc ia = ‘mh. a ill 
-“j—— * Oe 6 OU Al ey hie * : 





- 


=> «= 





— : — I FOV ae Fi 19 amisedes © O - 


shi fee! ae oh O ee es teewkt seme (edie VCore oof rw i 
Tey oF th yery oe! tm a Rp lhle seul aly se liuesiny 
eeesmiy +! fe hroge! Gee ef! bf fh arya © Sule 


PEL kee” | UT 694k ati tie seek jg ay 


,.¥ 
i aa l ee ae 


re mete geet) aw! «! combate!’ lpetemwe < 
ee 


ESAS A TOT ee Oe) ee De H 
Me 


— 


Le 
relatively small and unimportant is nevertheless cne of the most important 
qualities in insuring the success of the controller in his reletious with 
other members of management. His recommencations to management for improve- 
ments in efficiency and economy must, above all, be firmly based on inescan~ 
able and proven fects. If he presents o recommendation which upon exsmina- 
tioa proves ill-considered or fallacious he undermines his status and hazards 
the success of any future recommendations. 

Absolute fairness is most difficult cf achievement because most every 
individual feels that he is fair in his dealings with other people and would 
resent any but a hish mark on this quality. Yet these same individuals after 
objective examination of their personal behavior are most likely to admit that 
their conduct in numerous little things has been influenced more by personal 
wants and desires than by an attitude of fairness. Yet the controller in 
schieving his responsibility for efficiency and economy in management to be 
successful must ve adjudged and acknowledged oy his associates to be guided by 
no motive or partiality separate from the fsoed of the entire organizaticn. 

Initiative is an essential quality of the individual controller, Our 
modern society is necesssrily governed by established regulations and is sub- 
ject to innate resistance tc chsnre from the individuals which comprise its 
social and industrial frrouns. hkecomnendations for changes in the interest of 
efficiency and economy are likely to meet with opposition for nce other reagon 
a the fact that a change is required, Initiative, founded firmly on the 
gGualities of ccurage, self-confidence and decisiveness may often spell the 


difference between feilure and success, 
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Tact is another essential quality for the controller to develop, It 
is the very essence of gaining interest and cooperation. The basis of tact lies 
in the exercise of retrospection and restraint. Its first rule is "to control 
one's natural tendency to enhance his own ego by 'tshowing cff't just a little 

Als 
at every posgiple opportunity." 

Enthusisem is slso ae quality recuisite to success, It has been said 
that the good salesman is the one who has first sold himseli., Enthusiasm is 
evidenced in an intense and eayer devotion to a cause, a pursuit cr an ideal. 
mae controller whe does net display a sincere telief in the program he esrouses 
has little chance of having it accepted. 

Threading through all of these other qualities to en extent which 
warrants listing it as a quality in itself, is emotionai contr<l. Smoticn, 
properly controlled, is an excellent attribute, but cauticn must always be ob- 
served that our emotions do not override cur reason, that they never cause us 
to say or do anything unfair, unreasonable or untactful so as to destroy the 
eatrueture of success vhich we have in every other way carefully constructed. 
every word and ection shoule be carefully weighed for its possible effect on 


the behavier of others before it is used, for once done it can rarely be undone, 
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VI PROBLEMS OF THe WAVY COMPTROLLER 


In the preceding pares human behavior has been discussed in terms of 
its nature and application to any modern social grouping. Jithin the naval 
establishment certain aspects of behavior stand out most sharply. The Navy 
corresnonds, in general, te the pattern of modern i:dustria! eccnomics, The 
principal causes of its variance lie in (1) its primary objective of prepara-~ 
tion for end particinetion in physical combat and (2) the consequent acute 
problem of maintaining battle readiness and organization during long periods 
of peace. 

A Navy can never exist entirely in the pregent. It must keen in view 

a future soment which rarely comes, but which must be assumed as con- 
stantly impending. Hence it ouilds its routines on the abnermal, its 
expectations on the unexpectcd.t! 

This battle prenxise intensifies requirements for precision, imnerson-~ 
ality and reliability which are net by an extraordinary emphasis on authority, 
formal orgenization and tradition. These factors have a conflicting effect 
on behavior in that they sanction a high degree of reliance upon individual 
status and power, but concurrently tend to restrict individual initiative and 
freedom of action. 

The results are such observable characteristics of naval organivation 


as "buck-passing} "fcllowing the book," a unique occupational vocubulary, and 


the worship of ritual and ceremony. 
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Mrobert Dubin, Human Relations in Administration, (New York: Prentice 
Hall, 1952) p. 350 
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"Buck=-passing," the attempt to divert resronsibility for decision, is 
a tendency observable to a degree in all bureaucratic institutions, but made 
more prominent in the navai service by the exaggeratec discipline which re- 
quires pinning down respcnsibilits anc assigning punishment. for decisions 
which have unfoevorable conseauences, 

"Following the book" is closely related te the previcus characteristic 
and stems from the same seed, when a decision must be made, the individual 
geeks to Sind precedent in written regulations (the book) to which rescensibi- 
lity can be diverted, 

The peculiar lingo of "bulkhead" anc “overhead” (which the navy man 
Carries even inte his nome) is cone facet of tne unusual! insulation which is a 
structural feature of the naval occupation and which serves to make his behavier 
strange to the rest of society. 

Also incomprehensible to the "civilian" is the Navy passion for ritual 
and ceremony. Nevertheless, it serves a purpose and filis a need peculiar to 
the mission of the militery service. “In time of peace military grours more 
than other bureaucratic types exist on routine. fiitual helos to previde the 
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foal-orientation and motivation needed to maintain organization," 
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This paper has been in no sense intended as a textbook in human re- 
lations for the controller. Father, it is hoped that sufficient evicence 
has been given of the existence cf behavicr patterns and their effect on 
performance that it will stimulate further investigation and study in a field 
where the fruits of endeavor are a better understeunding of our fellow man 
and a strong gense cf personal satisfaction. 

Frew fields exhibit such a contrast between depree cf scientific study 
and practical application. Yet no other field offers more opportunity for 
universal application in our modern society. It is the foundation of success- 

nl living end the building blocks of our country's freatest need, devoted 


and understanding leadershino. 
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